Organizational Communication
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. . s , my first paid job, that was not for my father’s busi-
ness, was washing dishes for a Chinese restaurant. My second job was making shakes and flipping

burgers at a fast-food restaurant call Braum’s. By the time I was a traditional college student I was
working for a retail drug store. Not until I moved into a part-time management role at that drug store
was I really engaged with the culture of the organization. The typical student who waits tables, stocks
~ shelves, or works fast-food collects a check and is relatively oblivious of the organization’s culture.
- Furthermore, the typical part-time employee is not included in organizational decisions and typically
~ only receives vertical downward communication while participating minimally in horizontal commu-
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,f - However, the reality is that unless you are literally a hermit you are affected by an organiz'ation
every day of your life. Even if you are self-employed, work by yourself? or are unemployed, you inter-
act with organizations. Did you wake up to an alarm clock this morning? It was made by an organi-
zation. Did you take a shower? Brush your teeth? Drink a glass of water? The water you used was
most likely supplied by your local municipality. The same goes for the electricity or gas that you usfed

heat your water. Did you eat? Unless you grow your own food, your meal was ;‘he product i 8
ymplex r,-;,;,u_- n of organizations working together t(.) bring that meal to you. For t eze reasqns?lntts
1t to learn about organizational communication so that you are better prepared to assimilate
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B s 1o . ns. The most common is the for-profit organization. For-
common types of organiz s th making money or net profits. This u'\cludcs private,
ns are primarily conce "'m'es The second type of organization is nonprofit. A

"o services or products without the goal of making money
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e to truly make 2 profit (unlike a for-pr.ofit). All fupg ,
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a true nonprofit) without the des ota
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back to a true nonprofit organization

DEFINING AN ORGANIZATION

' ati owing four ' Pty
While there are numerous definitions of Organl°Zadtil$jl:15u;ll]f;nf(;l(iciety.gl:irst, li;(:l,ll;lea ;! nice Picture ¢
how organizations function very much ll.l(C an in der chis 1afe, SN BTk rion OrBanizatioy ;
viewed as an artificial person having entity Stawsdl":)l' ations of humans. It is entit fsgardless of it
size or status, holds the same rights, prnvnlcges, f‘ﬂl ? dl{t-" WA business. andea €d to holq Prop.
erty, remains subject to search and seizure, IS pr;\’l ege | a(;d f(;urts i) 1991;&‘ contracts, gp;:
gated to pay taxes and to comply with legal judgments ’ .

Communicatively an organization s a social context where symbols are exchanged ¢, e

social reality and shared meaning. Connnunicatiqn is a central process In the cr'eation, maintenance,
and extension of collective organizational meaning (Seegcr, 1?97). Thu‘dz SOCl.a"y? an organization
is responsive and responsible to the public. Finally, organizations are unique in size and compley.
ity and have a unique culture with its own norms, values, and symbols. All of 'these. definitiong
imply that organizational communication is the process of creating, .excha.ngmg, Interpreting
(improperly or not), and storing messages inside a system of human relationships and interactiops
(Jablin, 1990). Note that the central piece of this definition is the process of communication or the
exchange of symbols.

Communication is a way to describe an organization in the sense that Conrad (1985) identified
three functions that communication performs in organizations: ambiguity, command, and relational
The ambiguity management function illustrates that organizations are ripe with uncertainty. An exam-
ple of the ambiguity that encompasses many organizations is the current economic climate. School dis-
tricts nationwide are making budget cuts commonly thought to be based on inaccurate, at best,
economic predictions. Specifically, numerous colleges and local K-12 school districts in 2009, 2010,
and 2011 made future business plans based on predictions of three or five percent or more economic
S::(‘;:(‘iwﬁ;n\v‘\::a (til::c fealntlylf in 2010 was much worse for several states when the 2011 fiscal year
loughs;, and ?ncrease':i“scercxj)ic:glf)sa;: ealia\(:l?i?’ G hillve already. iy budget St forced. fac.u:‘t};sf:“b;
means by which organizational members n‘::l?ro s A An idpuriiy Comunlzatl;bigmﬂ
that is inherit in organizations. Through ainie Sensz o ol s th'e uncertanpty - : lamcmbcrs
atte%;‘)t to add structure to the organizatifnal :ngv?rgnr:\l:‘;mg o Tl s e betae

e comman - Ao .
dfamtes (Condr af(l;,nctnon allows organizational members to “issue, receive, interpret, and act 7
mand function of organizational communication €

: 1985, p. 7). The com
Irections in S :
' downwa@ communication in order to coordinate and influence
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unique culture of the organization,

COMMUNICATION NETWORKS

There are tWo major communication networks or

patterns of communicat: 80 ,
rions. The two types of networks are formal and informal Hnication that exist in organiza-

Formal Communication Networks

Formal communication is a system designed by management to dictate who should t
small businesses the formal network may even g0 unnoticed. However, in larger o
works are more sophisticated and follow officially established channc,ls. A cimm
about communication networks is to think of an organizational chart. If you visit the Department of
Homeland Security at http://www.dhs.gou/xlibrary/assets/dhs-orgchart.p(}f you can see a representa-
tion of the primary organizational structure of Homeland Security and follow a link to see a more
extensive representation of each unit.

Formal communication consists of both vertical and horizontal communication. Vertical commu-
nication consists of upward and downward communication. Traditional upward communication is
subordinate to superior and downward communication is traditionally superior to subordinate.
Superiors expect upward communication to be timely, positive, and support current policy. Typical
upward workplace communication includes project updates, suggestions, and work-related problems

alk to whom. In
rganizations net-
on way to think

o] jute §

Techniques for improving upward communication:

S

al discussions with one or a few employees

* Vutside consultants
>uggestion systems/boxes

Ntern 4 publications with complaint or question/answer columns
q-i.

-

e Techniques for improving downward communication:
:”"fﬁ. that value the exchange of information
r Fj:]lﬂ'i\"')]g‘: J l!caﬁons

ISory meetings between managers and direct subordinates

: ""‘l"it“.o i m
tings of employees
0 dusS o ) "\\:.; ‘

sentations including webcasts or podcasts

>S annour cements
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or issues. Typical downward workplace communication includes task-related di'CCtions

r y 4 e " Or . |
tions. For techniques to improve upward a.nd Q()\\ nw arci t‘()l\t(';lll("lt‘a“f“;‘ see Table 11.1. X Nstn,, 49
Horizontal communication is communication among coworkers with differep, area ,11‘"
. TN 3 be on the same hierarchical level. Horizongg] o - f fespg, 0
bility or departments considered to be ¢  andigcourddiiaiiE | compy,. Pong, | ‘
designed to coordinate efforts between employees ‘".lf. 5 |p ( J1dh bb tzls hOl"lZ() tal cop 10N j C%
tion is required to make an organization run more efficiently. Ge aber (2003) 1dentiﬁed Omu?uka' 'le
. . e - e (l
tions of horizontal communication: 5
- o P T avs for the paint shop to pai

» Problem solving—*It typically takes 3 days f;( ioncpon i &r Zﬂnt a car.” e
» Task coordination—“If I get the prep work ¢ af can you have j; Paingeq - (o

24 hours?” : . . , n
» Information sharing—"“The new OSHA laws will ll'equclir? thj;’;:“““? to change the Way ful
paint cars. This will require the paint booth to be closed ftor ours in order tq comply w‘:; of

4 t
the new law. . laia i | or!
» Conflict resolution—*“I've heard that you complained to the owner about my PP worl i
[ would appreciate it if you spoke to me if you’re not happy with my work. Can we tall; bt
about this?” ||¥;
: . s L 0
Horizontal communication is far more important in an organization whose culture €ncourages py;. yo
ticipation. S
Pe:
Informal Communication Networks pr
Informal communication within organizations is based on career interests, friendships, Proximity, and aj
shared personal aspirations (Adler & Elmhorst, 2008). For example, you may share mutual friend- in;
ships with a coworker or you may attend the same church. Your children may attend the same schog| po
or play on the same athletic team as your kids. Coworkers may work out at the same gym or carpool pl

to work. In short, informal communication revolves around a network of close interpersonal rela-
tionships that can develop within an organization or even exist prior to organizational workers join-

ing the same organization. In fact, some interpersonal relationships in organizations develop into be
romantic relationships (Sias & Cahill, 1998).

W
Four of the most common types of informal communication works to confirm, contradic, in
expand, and circumvent (Adler & Elmhorst, 2008). Examples of informal communication that con- to
firms formal communication might go like this, “This time they really mean we can't use ouf th
e-mail for personal reasons” or “The Internet filters are really tight this time.” Second, contradiction in
includes if your boss sets a deadline and you find out from a senior coworker, “The deadline is Fridah ar
but first thing Monday morning is alright.” Senior coworkers are also very useful for expanding o te
:grfri‘:ﬂ f,?.?i?]:ansﬁ:flg,zi :(;)r example, if your organizatio.n has a casual Friday policy you wot;lflc;:" g
TR ¢ Jeans or not. A coworker might tell you, “Khakis are fine, but 0] C
¥y @' communication can work to circumvent formal policies or communication: b

example, in my previous life I traveled for an or

: anization e rather precise
reports. Occasionally I would | g and had to complet p

- Other examples of this include k
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LY 1775 - on that allows an organization to functio SPRDEVING 8 0tie s ¢ -
U | gnicat! s <L v N More effe aspect of inform:
"k;%. be such an effective communication network, some o “ctively. In facy the grapey; ;\rmal com-
: e : ganizat; e ‘vine has e
% N 4 munication networks by using a Management Strategy cal tions have tried to €Nncourage | FPiioge
‘Ou, fl_‘;:.“ strategy enables managers to €ngage in the infq gylca led Management [t age informg|
f\ is . v . 'ma COmmunicar: Andering around
: Cs :
,ionships “"th orgamzatnona;l .pcrsonncl that they typically S Tonl ation network and bujld rela-
is. Clampitt (2005) explains, management by Wandering " dCommumcate with on 3 regular
. . : : : round “he 3
ey loyee attitudes, environment, needs, and desires, Th; helps Managers learn abo
p‘% d“p oy 3 f h 'r em Io ee - 15 i E 185 then, hc'pq man’] e d : ut
n understanding 0" F1EH EMP OYELS context of interpretation” (s, 38) agers develop an intuitive
 the successful organizations will encourage informal communicatioﬂ amon
c%"iy\ fal professionals tend to dg .the same. Informal communication "CtWo;kg ¢ 8 employees and success.
“)"ti of corporate walls. Most cities have professional networks that allow pr(;fc it ;)pcrat.e solely inside
: nizations to network with other organizations. For example. in 20085‘»Slona|§ and interns w.-nhin
pftp\‘,o[k for professionals to network with other business professionals in the Kmn:: O(ITIme e
Can ‘Wl b“p.//kconlinecommumty.com/). Networking is nothing new. Look at v<):nr Ptsrs(;:]tzl area stakrte?f(scc
= g ) ’ network of fam-
ly, friends, former and current classmates, coworkers, and even Facebook friends. Then consider tl?
» . - - S ¢
Olrage organizations that you are a member of: church, your high school, social Organizations on campus
P your current and past employers, and your current connections to te ’

achers, students, and alumni as a
with a variety of professional and
m as you begin to move into your
you professionally and personally.
mmonly cited tips. First, everyone is

member of this college. The point is that you are already networked
personal acquaintances. Cultivate those relationships and build the
professional life. Personal networks provide numerous benefits to

_ As you expand your personal network keep in mind these co
roxImity, ng apossible network connection, from the person sitting next to yo

u on the airplane to the person stand-
utual fiad ing by you in line at the bookstore or even your waiter at the restaurant this weekend. Everyone is a
> same school potential contact. Professional and private relationships can initiate anyplace. I have heard of business
morapel & plans and relationships that became multimillion-dollar deals that started with a conversation in the
yersonal re airport bar or on the airplane.
workers o Second, treat everyone with respect. How you interact with people that you might perceive as not
develop im0 being instrumental to your career is very telling of your character. Tony Kornheiser of ESPN fame,

would refer to this type of person as a “little.” Be nice to the “little’s.” Quite a few years ago, I was

), contradk® - Ineerviewing for a job and I was sitting in the main office waiting for the next person I was sch.cc'iuled
;on that @ - Wyvisit with. They were running a little late so I struck up a conversation with one of the administra-

: ‘&.mistants. I believe he was working on one of the professor’s Blackberries and it was not synch-
v"'lx?‘t";. the professor’s calendar. We talked for a few minutes, then he said to me, “You know, it always
~amazes me that when candidates come through the interview process how few of them actually talk
of us in the office.” He continued, “last year one of the candidates was very rude to me, and

s 2 :-1-.}";*“ ¥ glad when they did not get hired.” I cannot tell you how detrimental behavior like that
] % -0uld be

?(i;

€ . : :
1 b : ‘ : opportunity, not
0 o . [0 Your career. Again, every conversation provides a potential networking opp )

.. OB treating everyone you meet with respect is always good form. ~ :
':'ﬁf help others, l;}(')n’t l:'e a drain on a network by only seeking. I call this type of pexf:o;:) z:“ n;(r)(si
P I ¢ ey do is suck blood, or information, from a network. They ?C";f Pae)’ff; 208 shart;
B pos ible make an effort to assist others and make sure that you put forth an

RIS ™ IS beneﬁt fl'Ol'n thCll' CO

3 - _ﬁ‘ ’ -
) -ll'jir{,,'f“'
S will «

irth, ge * u,well in the future.

' an organi-
€t a mentor. Mentors can come in the form of formal mentors, tahsm?:nc:aliyor infogrmal
o ormal mentors tha Zou seek out on your own. Regardless of the to

: .

t fessional life. A men-
D e G T Dy A R Y S T : or your proiess
, our mento ould seek out multiple mentors for y l:‘ ships with mentors are

), council. and o 1 thr rofessional life. Relations SRR
me lunch Ty :« [."?". r‘ % f’?j@?&l{%ﬂrﬁe golden rule of develqp{ng a ‘el?‘t":‘l:il:t You
pect 1‘.;';”""';- L)’a": Ho . Most suc;:cssful people are very willing to g!
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would be surprised how generous many professionals are with their time, by, do ng
they suggest a reading, an activity, or a confercpcc to atthd, follow through with theit *bus this
consider the benefits of keeping a regular meeting time with your mentor, T adyjg, ,If

Fifth, seek out secondary contacts or referrals. One of my mOst recent interactions ‘
in my network consisted of primarily gathering referrals. I was Interested in seeking Out“ Ith g frign
about a professional adventure and knew he had some contacts in that area. Whjl, attcnlg-f Ma,
ference I invited him to lunch and he provided valuablg mfo.rmatlon and most imp(’"antl ’ In a cop,
contacts that I was able to contact for informational interviews. He even bought lunchy )S:ddmonal
not beat that. . : :

A final word on mentoring relationships is that these rclat10n§h|ps should be
Do not expect a mentor to do special favors for you or your family. Mentors are
professionally; they are not a therapist and Sh(_)lll(:i not be utilized for your personal
serious personal issues you should find a professional counselor. Thg bgundaries b
tor and you should be clear and respected. Remember any personal insights share
of you should be kept confidential. %

The best summary of formal and informal communication networks was presented b
and Hanson (1993) who provided the following illustration, “If the formal organizatio
ton of a company, the informal is the central nervous system”. (p. 104). Much like the ¢
system, an organization’s informal communication network is faster and typically m
than the formal communication network (Kanter, 1989).
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STRATEGIC COMMUNICATION CHANNEL CHOICE

a

The task of internal organizational communication remains one of the top priorities of managers in
all types of organizations. Dennis and Kinney (1998) reported that more than 50% of a managers
daily tasks involve face-to-face (FtF) communication, plus an additional 33% of their time is con-
sumed with other oral and written communication. Given that managers spend over 80% of their time
communicating, it is important to discuss proper channel choice with respect to communicating inside
organizations.

The media richness model, or media richness theory, by Daft and Lengel (1986) is based on the orga-
nizational information processing theory by Galbraith (1977). This model of communication exchange
focuses on understanding the communication activity and identifying uncertainty reduction techn§q05
employed by organizations to manage ambiguity within a message (Fulk, & Boyd, 1991). Accordingl
by understanding the richness and leanness of each communication channel, organizational memmbers
will make better choices when coordinating activities through information processing. A lean medium
is not able to communicate ambiguous information and is perceived as impersonal when com""."l
to a richer medium such as FtF (Dennis & Kinney, 1998). Richness is defined as “the P
:lll]formathnl-car rying capacity of data” (Daft & Lengel, 1984). Thus, if a person were able ©

¢ potential understanding of a message by delivering it with additional nonverbal cues (1€ 3;::";

lfacnal CXpressions, or proxemics) that message would be considered rich. In contrast, a message
ess understanding would be considered lean 0

r low in ri 1984).
Daft, Lengel, and Trevino (1987) furthere Thstehices (Dals 86 1engeh )

tinguish between rich and lean mediums:
cue§—mcludes nonverbal actions such as

dis
d the definition of richness to include four aspcc;tu(;dl*

1) Feedback—which allows for questioning: 2)1108“‘ 3

: facial expressi ' d gestures. 3) .
variety—referring to th . pressions, proxemics, and g Pﬂ“’d '
focus—the inclusion of serr. | MeANIng that symbolic language is able to convey: f)

include: the ambigui
uational constraints
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Media Richn,

. €ss Rankin

,‘;;;T;face. telephone, and “.’”“en documents (Daft, & | =

Face to face, telephone, e-mafl, and written document's (T €ngel, 1984 & 1986),
Face to face, telephone, meetings, videos, harg co 'eVino, et al,

. Py text, - :
ace 10 face, e-mail, telephone, memos, ang letters (SulliV::d1electronuc mail (Rice, 1993)
/ ! 995)- .

- . P NN N
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The biggest problem with this line of research is that it foc
A media choice. Media richqgss scholars have focysed o,; explz‘ri":es, (I:vcrl)r
offective under whflt conditions. However, they tend not to discﬁg;vhat ty
media more effectively to communicate within an organization. [« ?“,/
studies simply report what media managers are using, not what .mcdi: L\;tv
communication.
Russ, Daft, and Lengel (1990) are one of th
choices and preferences when selecting a medium j
found that there was indeed a relationship betwe

cality of the message. Manager§ were more likely to select a medium thar is richer for messages that
are equlvocal'anc.i a leane; medlum for messages that were unequivocal (Russ, et al., 1990). The rea-
son that media rlchn.ess is important to future organizational employees is the increased reliance of
managers on electronic communication and texting. While FtF communication is the richest, followed
by the telephone (see Table 11.2) e-mail use in organizations continue to increase. Yet, due to the ben-
eficial attributes of e-mail: interactivity, asynchronicity, and increasing reliability, this medium may
have more appropriate uses when compared to other mediums.

A final note on media choice and using communication networks in organizations consists of
studying the culture of the organization and being conscious of individual choices. The culture of sev-
eral organizations will dictate what and when certain channels will be appropriate for certain mes-
sages. For example, I have read stories that Microsoft is so e-mail intensive that some voicemail
greetings state, “If you’re from Microsoft, please send electronic mail.” However, other organizations
prefer voicemail. Media richness tells us that a voicemail is richer in quality and more personal

use you can decipher tone of voice and fervor. There is a clear link between the culture of tech-
- nological firms such as Microsoft or Apple and the preference for electronic communication. f
- Inaddition, many people have a personal preference. While some prefer the lncllwr qfuaht-l:a?l tg
 Yolce message, others would prefer the perceived simplicity of an e-mail. Personally, Pf“’fr ;:ai it
Yoicemail, and FtF when it is appropriate. I will never forget the boss that senlt myhper ;)0 v o
"ation over e-mail when we were in the same building, on the same floor, and less than 50’y ,

3 e
HOI

' d
fach other in our respective offices. I printed the report, walked down the hall to her office an

7 "
lad 3 ¢

ible.
€4 conversation about my evaluation! Some things need to be performed FtF when at all possi

50, on media usage and not
pes of media would be most
Managers could use different
many of the media richness
ould be best for specific task

& v

P o A

, » » .
€N a manager’s selection of media and the equivo-
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Concept af e B : demic community by s mod
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Years. The speed ich organizational culture emerged as a ppy d institutions
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“18 (Eisenberg & Riley, 2001). The metap
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Organizational Culture Defined

It is undeniable that organizations exist within cultural environments, |j, 2
% A r2aniy... ha

culture that an organization exists within is referred to as the Orgaﬂizationi’amza
a

each organization there exists a culture that is unique only to that Organizag; Virony, " ¢
zations have weak cultures, the culture in that organization is sti]| active M‘)n. While "la:t: \X',% ;n
tional cultures are typically looking at strong successful cultures (e.g., 'Sou:)hst Studies on())mg‘m. h
Google). To say that an organization’s culture has an influence on the Com::cst- Air“nes’f%;niq. W
organization is an understatement. ; Unicatjgy, With{sn“f* ot
Culture is used to describe groups of people, geographic regions, or it i i g #
include Third World cultures, African-American culture, Hispanic culture, the culttuhur Exgy cv
East coast or West coast culture, and even Southern or Southwest cultures, By ure of 5, innqg:
more on local cultures in cities and towns. Recall Eric Morgan’s definition or c;l‘t"e Can f U by, T
“culture is a complex system of symbolic resources, worldviews, values, and non:;c |fn Chapye ; 0
enactment.” To frame this definition, with respect to organizational communication (l(,) BPPIOprig 5
a culture occurs when people share a common frame of reference for Interpreting a,;d : EXistenge | o
one another and the world in which they live (Papa, Daniels & Spiker, 2008). Organizm?:,m towyy | &
is reflected in customs, communication, and other observable features on the commun; ,n“.’l “'lf}lrt |
rites, rituals, celebrations, legends, myths, and heroic sagas. % Incluginy
Over time organizations create their own cultures through symbolic interaction (Mead, 1934
other words, through organizational communication Giddens (1984) explains that mcr;mbers (;fln
group or organization create and recreate the system that is their social context. In this context, O,g:_
nizational members understand how they should interpret their experiences, which in turn give mep.
bers a social context for creating organizational meaning. Further, it provides members with a way ;
change the organization through communication (Papa, Daniels, & Spiker, 2008). : g
Schein (1990) provided a multidimensional definition of organizational culture. First, culture is *; :

pattern of basic assumptions.” Second, culture is “invented, discovered, or developed by a giva
group.” Third, the group “learns to cope with its problems of external adaptation and internal inte
gration” that has “worked well enough to be considered valid, and therefore is to be taught to ses
members as the correct way to perceive, think, and feel in relation to those problems” (p. 111). A find

and very simplistic, but at the same time descriptive definition of organizational culture is, “The Wy
we do things around here” (Deal & Kennedy, 1982).

In short, the three common characteristics of organizational culture are: (1) It is shared—the
bers of the culture share common ways of understanding and interpreting organizational phenomct
This does not mean they all think the same way, it means that the organizational culture provides?
lens for understanding and interpreting events. (2) It is intangible—it is constructed through hu!:
Interaction, but it is not concrete at its core. Culture consists of values, assumptions, mm“
frameworks for understanding, none of which are tangible objects. For example, 0 Cha:fd:oﬂh
organization is only changing the reflection of the culture ‘
Qrpinkartidia g man beha\'riorfthis is one of the more iu}p.ortant.l\otlo -

. : Ot a managerial, financial, or operational decision. It is 3

affected by the behavior of all members_Of the

- " — — -~
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s 9anizationg| Communicari
'il\ ¢ been enculturated with the values ang assumpt; unication 181
\ 18 h-av(ho“ values and assumptions help you to mak onsiof the gr OUP- As you go ¢h
“ | life " : € sense of what ; . 80 through Your daily
\ § earn to make a positive perspective from, these cultypy] " ! Boing op around yoy, , )
0 \ tod e organizational members behaye as they do, o A assumptions, | order to unders (): ;cnd
b‘\\ ::at guides and constrains them. By studying ¢je Culture of g o deTstand the "rganization:lncul::::v
. a : - c
" \ why Enron failed (watch Enron: The Smartest Guys in the RO':)::)g?][}:Zatlon researchers haye revealed
. - s . The
\i | to those of Google, Disney, or S()l.lthwest Airlines (Currcntl)' the nlcomp.are the culture of Enron
5, | d you will have an even clearer picture of the importance of X (ﬁ] fevelone that turns 4 Pt
o glmre. 4 well-developed and ethically based
™~y .
n&’“\ |  ThePrescriptive View
flpm':- One of the first ways organizational scholars looked at Organizational culryre was like a prescripti
o - ¢ SCription.
g Deal and KenncC!Y (1'982)bf0'lll(‘i]d f‘hat Str (’)’ng LUltures.havc several features in common and the role of
%b'ﬂ | corporate executives is to build a “strong” culture to InCrease organizational effectiveness and to share
lony) by | organizatimal expectations. Strong cultures have:
fly,i% | B » Values—beliefs and visions that members h

old for an organization,
» Heroes—individuals who come to exemplif

: Y an organization’s values,

'd,l934u » Rites and Rituals—ceremonies .thrc.)ugh which an organization celebrates jts values.

embers ¢, » Cultural Network—a communication system through which cultural values are instituted and
e, oy reinforced (Deal & Kennedy, 1982).

Nghens B

By providing this prescription for organizations to follow,
cessful companies that were thought to have stron

were unsuccessful. Why? Well, in short, one fix is not always correct, because a culture is the result
of the interactions of individuals. In other words, it is a result of the overall health of communication
~inside an organization and this is not simple to mimic. e | -
A second way to study organizational culture involves recognizing that culture is something an
| "**-Mnization is, as opposed to the original approach, which looked at cultur.e as something an orga-
 nization has. The former being a prescriptive approach and the new view being a c:fscrlptwle
- approach. Four issues highlight the distinction between prescriptive and descriptive appr(b>2c Zs tcoc (ciut (;
.f'}i,i First, organizational culture is complicated. Organgtlonal culture sm;lply cagrflota ssarzs udegm-
several simple concepts. Scholars have found that cultu.re is revealed throug Tn'tcs 19% = ferémonies
tion, enhz cement, renewal, conflict reduction, an.d integration (Beyer98;5)'n:;ta hor’s e
indridge, 1985); values and belief systems (Quinn & McGrath, 1985); p

-:'.4
) o

10¢rg, 1987); stories (Boje, 1991; Meyer, 1995); and communication rules (Shockley-Zalabak,

. 15 196 4. In short, culture is a highly Complexopheﬂ?m:ir“)(:";'l culture is socially created through
’Nd, organizational culture is emergent. Organiza R 412 dna 20 cantral 10 the
ons of men: bers; not merely transmitted through Fommunlca:]lon. Thifnli(cl::i;n. communica-
Unicative fo s on culture as it is not merely tmnsmlﬂec;;l‘;;ogrgac:i?amﬂonal com,munication is
constituti » (i Riley, 2001, p. Ay, TR isodic (name-
[y g gl (Ensenberg"& embzc’lded in organizational situations, e-p'sold:rfe:(mbers)
coween members, contextua 1y(there are no scripts that guide organizationa
-l |‘r TS ;)_. anc 1 T pr@muona

" fow A 4
: IR A0 L S

many organizations took the ideas of suc-
g cultures and mimicked them. However, several

e existence
visnot initary. Organizations do not have a single - bebcaluzggf\it:ational cul-
3 ‘,'! ‘1 l! 1ar Ony, co s ent ﬁom personal COl‘lta h l-ed

fartin (2003) states subcultures are emerg ce of sha

cn
beultures can become a breeding ground for the emerg
] : \"ﬂ"‘l_.'!.?l: { ., . 2a ‘% .m. WM.
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Finally, culture is often ambiguous, fragmented, 0 pin d
organizations that are rapidly changing and adaptin ' S
eral organizational cultures exist in state of flux
INC 30 anies that are being acqui "
!mlude. companies that re bqng 1cquired, or are mergip e aliteg
ing to be merged, or organizations that : - & and

The Descriptive View

Now that you understand why the prescriptive

approach was flawed, v
explore an organizational culture from

a descriptive view, Remembe

Iy ¢ mari. o YO h
but many will not be as strong as Disney or Pixar, or as visibly diffe,r:,l:toarsg?ln'i?‘nons haye at:lt(:h Ji'l“:" ﬂ
compared to American Airlines (which are both based in the same city). To Z;n ifouthwm "Il!: ;ssl"".
tive approach to organizational culture, we need to turn to the scholarship i Stand th.c d“mp The
model of organizational culture. 0T Scheip and jy and I
Schein defines culture as: “a pattern of shared basic assumptions that the group | they 3
solved its problems of external adaptation and internal integration, that has worked fvelflarncd o ﬂ;
be considered valid, and therefore, to be taught to new members as the correct way to percc."f’“@ to stC""r
and feel in relation to those problems” (p. 103). In order to further explore organiZation;'l‘C. ;hmk J?On:lal
one must understand the three layers that, based on Schein’s (2010) research, will reyeq| O:Utu:c, 0 "
tional culture. Ban b:l be
The key to determining culture is figuring out what is demonstrated by the Organizationa] apfye, : g
and the underlying meaning behind those artifacts, which reveal an organization’s cultyre. Artifacy cussed
are the most visible level of an organizations culture. However, Schein argued that these elemenss - includ
very difficult to decipher. Just because something is observable, does not mean that It is the cultyre space
Artifacts include: architecture, furniture, technology, dress, written documents, art, forms of address Chapt
decision-making style, communication during meetings, and network configurations. For exampk, § the def
everyone in an academic department called each other by their formal names such as Professo;Smh life cy
or Dr. Smith, how would you interpret this observation? Maybe the colleagues hold each other in high actin |
esteem. Maybe formality is a rule throughout the university. .Pe.rhaps faculty members are tmngm!f passes
an example for students. Or, perhaps the faculty members dislike each other.so intensely [t:cv sh::. t:: the org
ing to maintain a distant relationship and therefore call each other by their surname. not ;‘:
outer layer is difficult to decipher. S :
Theysecond layer is espogsed values. This level reveals the organizational preferlcnccs f“m': m
“ought” to happen and shares those values among all organizational members. Severa l:fﬁ:fﬂn;fd o |
values may be brought forth from the organizational heroes or founders. For example, 2

S |
values that Wal-Mart still claims to stand for today were principles brought forth 3)' ;‘hcs:mu :::
Walton. At Wal-Mart new hires are socialized with the story of Sam Walton aRn :,r(g)aniu rion m“pl
Walton has brought forth. The following are examples of organizational values:A N -
values hard work will expect their employees to put in 60-plus hours a week. “d il thes
that values innovation and creativeness will likely be more open to change an

employees to work at improving different facets of the organization. % ‘“# |
o

While it is understood that all members of the organization shquld Sb“;o gm

we all know that sometimes they do not. For example, an organization may av:havcanov‘ e

icy and emphasize the value of horizontal communication. But, your boss may no muﬂ"“l 5
He or she may have a “figurative” open door and through understanding th;(:l?;: you are 2% 3
for your workgroup (some would consider this a subculture) you understan used

posed to go in the office without an appointment. Another exampl.e of espo ed at many gl
equality. For example, I am sure you haye noticed how parking permits are asd Gw P
sities and organizations, [f equality is the value set forth by leadership, why do
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\\ rity parking, like professors and administrage, "al Communication g3
\ prio closest spot to the door? > On many .

5‘\ pival 6 e it ifa “real” 007 Just becayge the Ieya e Oy parking

% alue does not mC'an eal” value of the Organizat; ership of an organj, o Pen and firge
) 3 The relationship between level one 4 <aon, “at

w | at
cted and not always articulated by organizati values 3r

€ inhere
. onal memp v
. 1 : Crs.
syisible” 1N artifacts and behaviors. Other times

Bfants In this w
. . b
qradicts the artifacts and behaviors of the gy Sanizational mem b,

tly intangible, ¢,

gnitive con-
ay, values may

- ' Or may not be
fac : IS may artic
\ The final level is that of the core assulnption?:l?a :notrl;asnc;nc‘you are Iookiyng ;lt:lfg"i:azzlszl ltlha:
‘N and how it works. .These assumptl.ons tend to be taken for gralrz:tm:in[?l members hod about the woiid
IIL\\ dme and time again as the organization or group deals with inct CTausc they have been reinforced
t assumptions are .umformly held and reveal “the way we are” or “(t:{\l;aw:nd cx(ltcrnql problems. These
.N\ The six assumptions are the nature of: re.ahty and truth, time, space hu)’n:\;c o things around hg’rg_”
and human relatlonf‘hlps. All six assumptions deal with how Organi'lz;tional : natll»"c’ e s,
ny they are not a function of an organization. ‘ members view the world,
N The nature of reality and truth looks to determine what is real and how r lity ; .
;‘h second assumption, the.nat'ure of time, deals with the symbolic nature thaeta lti)l? dmchmCd' T.hc
d X about orderliness of social life. Las Cruces, and New Mexico in general. is Ofte‘:le' pkcduse Wiy
ey f manana. I was once asked by a new resident of Las Crycec « ) b e thc.la"d
[5 of man X ruces, “I know this is the land of manana
g but does that really mean one year?” Several of us laughed and replied, maybe! However. time is cri‘t:
iy ical because ilt-. is invnsnblciz:, taken .for granted, but at the same time imposes' social order. The third
. assumption, the nature of space, incorporates symbolic meaning. Recall earlier in Chapter 3 we dis-
t. Anfy cussed the physical space, the nature of space also incorporates the social meaning of space, which
enes 2 includes the use of walls or office partitions. Further, symbols of space include who has how much
he ok space or the decoration of office space. Finally, space also consists of body language, also discussed in
of sl

Chapter 3. The fourth assumption, the nature of human nature, includes the basic human instincts,

euspe| the determination of inhuman behavior. Human nature is inherently complex and even changes with
xsor o life cycles as individuals mature. The fifth assumption, the nature of human activity or how humans
et actin relation to their environment. The final assumption, the nature of human relationships, encom-
¥ B Passes several approaches to how individuals develop and maintain interpersonal relationships inside
gt B t€organization. All six assumptions deal with how organizational members view the world, they are
nsW** ~ hota function of an organization (Schein, 2010).

- These assumptions are not specific to organizational culture, but revolve around how people
View the world and humanities relationship to it. Schein (2010) believes that examination g thesle
ssumptions reveal a coherent paradigm that guides a strong and united culture. Howfevedr, t}t\'e cut(;
Sl assumptions might be fragmented and contradictory, th.us. revealing a Pmbllem Oh X ageﬂgan
Xt¢al and internal organizational problems. Regardless, it is important to egp Oref tO;u\:hichythi
_1Ptions of any group or organization in an attempt to }de““fy the pa"ﬁ'béﬁm rndcrstood the
H0up vie VS organizational life. But remember, one cannot clalxq to have deﬁcrn ::rz :tion Y
P culture unless they have made a significant time commitment to tl e o"gg covers all aspects
. 2tonal culture, much like social culture, is deep, wide, very complex an

R ks

o the six assumptions
&N organizational culture exist if a group of individuals . no;\agrizen%r: a strong culture. In

\bsolutely, H ill be a fragmented culture that ol likely to
2 Lack - lowever, the result will be a frag hese assumptions is more IIKely
“X of agreement among organizational members on e

o e dstence of several possibly dysfunctiqnal ]s?bfiun!et::f;' of organizational culture and til;:
‘IS mode| i an oversimplified real , criptive approa
"Municat ?;:al:ien::‘:ji:sstaining that culture it 1s an ‘mpoll;frtt :: sa ﬁggmentcd and
ime when researchers and theorists increasingly si;igucomplexity. Schein’s model
| ‘ : ing clarity to
enon, Schein’s model can bri
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provides a helpful heuristic view for looking at the multiple indicators of or

how these indicators might, or might not, be indicative of more enduring y
an organization.

ganizationa| o
alues anq assy

CLOSING THOUGHTS

Organizations exist within environmental and cultural influences. There is little
also exists within organizations (Papa et al., 2008). However, to fully underst
tion works (much less why) organizational members must make themselves aw
Nothing outstanding may be seen in either type of culture initially, but as a
you enter an organization, few cultural factors will reveal themselves as you initially see thep, For th
reason, I encourage you to use Schein’s model for exploring organizational the

culture so yoy wi] be open
and aware of the communication networks and the culture that influences all of your organizatigp,|
Interactions.
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